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Adopting model of job enrichment we report on a longitudinal case investigating 
the perceived impact of an Enterprise Resource Planning (ERP) system on user 
job design characteristics.  Our results indicated that in the context of an ERP 
geared towards centralisation and standardisation the extent to which users 
perceived an increase or decrease in job enrichment was associated with aspects 
such as formal authority and the nature of their work role.  Experienced 
operational employees proficient in the original legacy system perceived ERP 
system protocols to constrain their actions, limit training and increase 
dependence on others in the work-flow.  Conversely managerial users reported a 
number of benefits relating to report availability, improved organisational 
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transparency and increased overall job enrichment.  These results supported our 
argument concerning the relationship between ERPs with a standardisation intent 
and positive job enrichment outcomes for managerial users and negative job 
related outcomes for operational users. 
 
Keywords; Job enrichment; Enterprise Resource Planning Systems; Organisational Change 
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Introduction 
Individual tasks and responsibilities collectively provide a framework within which employees 
operate (Torraco, 2005). Often these job requirements are the primary driver of communication 
patterns, the amount and type of available resources, shape social standing and provide the stimuli 
for a range of social interactions (Pierce et al., 1984).  Approaches to work design have shifted in 
the last decade to reflect an increased focus on the interdependent and social component of work 
and work performance (Griffin et al., 2007). Unsurprisingly this shift parallels the changing nature 
of information systems design, evolving from isolated, functionally driven, departmentally bound 
‘stand-alone’ systems towards complex, organisational-wide Enterprise Resource Planning (ERP) 
systems. ERP systems are often typified as standardised software packages designed to integrate the 
information and process flows of an organisation through a single software solution, capable of 
operating across departmental and functional boundaries (Grant et al., 2006).  ERP systems provide 
the infrastructure and capacity to standardise and integrate data and process flows within and 
between organisational functions, actively promoting a greater level of interdependence from both a 
procedural and data communication perspective (Dery et al., 2006).  However, the long held view 
that ERP systems typically “introduce their own techno-logic of centralization, standardization and 
formalisation” (Lowe and Locke, 2008) has been challenged.  Light and Wagner (2006) and 
Rothenberger and Srite (2009) argue that in most cases ERPs require, and indeed, experience at 
least some degree of customisation when deployed into an organisation.   
Consistent with this is an accumulating body of evidence supporting ERP technology’s 
capability to be configure to facilitate either the efficiency and effectiveness aims of an 
organisation.  Efficiency aims of an organisation are fulfilled due to ERP’s increased ability to 
centralize and standardise data capture and processing, maximise process efficiencies, as well as its 
increased monitoring and control capabilities (Sia et al., 2002). Others highlight the potential of 
ERP to facilitate effectiveness aims by enabling decentralised decision making, empowerment and 
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job enrichment (Benders et al., 2009; Lowe & Locke, 2008; Tansley et al., 2001; Yang & Su, 
2009).     
There remains a poor understanding of the longer-term effects or ERPs on work context and the 
way in which users incorporate ERP systems into their daily work lives (Boonstra and Govers, 
2009; Dery et al., 2006; Grabski, et al., 2011). For example many of the aspects consistent with an 
ERP with a standardisation intent are more likely to be valued by management rather than 
operational employees (Lengnick-Hall et al., 2004).  Further, a conflict of interest may emerge 
between the aims of ERP technology and the existing work arrangements present within the 
organisation, particularly when considering operational users (Boonstra and Govers, 2009).  For 
example, Benders and colleagues (2009; 2006) argue strongly for, and provide some empirical 
support for the idea that ERPs can be configured towards positive job outcomes.  In contrast, others 
argue that ERP reinforces or establishes control structures that are desired by management (Grey 
and Mitev, 1995; Koch, 2001). Hall (2002) concurs, observing that ERP technology is regularly 
associated with downsizing, increased management control, job deskilling and the intensification of 
work. Moreover, a growing body of work has demonstrated the capability of ERP to allow greater 
monitoring of users and the ability to enforce compliance (Kayas et al. 2008; Sia et al., 2002; 
Tansley et al., 2001) and reduce trust between employees (Lowe & Locke, 2008). 
Additional work is required to investigate what impact ERP systems designed around efficiency 
aims (e.g. centralisation and standar isation of data) or effectiveness aims (e.g. de-centralisation of 
decision making capability) have on managerial or operational job design outcomes.  As we will 
outline different user outcomes can emerge under different work contexts, job demands and 
responsibilities, depending on the intent of the ERP being implemented. In doing so we extend 
Boonstra and Govers’ (2009) observation that ERP implementations require significant 
organisational change to occur, all of which is interpreted in different ways by various stakeholder 
groups. 
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Job design and ERP characteristics 
Consistent with others such as Bayo-Moriones et al. (2010) and Morris and Venkatesh (2010) we 
adopt the Job Characteristics model to reflect on the workplace implications of complex 
technologies such as ERPs.  Hackman and Oldham’s (1980) Job Characteristics model (JCM) is a 
useful framework to consider the effect of ERP technology on both the overall motivating potential 
of a job as well as a set of definable job characteristics, rather than any one set of non-generalisable 
user tasks or responsibilities.  The JCM draws on the idea that employees will be more motivated if 
their jobs are intrinsically rewarding or “enriched”.  In essence the JCM argues that the more you 
can incorporate elements relating to three critical psychological states the more enriched a job will 
be, and the more likely the incumbent is to demonstrate positive work related behaviours 
(Boonzaier et al., 2001). Enrichment is defined as the extent to which a job provides the incumbent 
with a sense of meaningfulness, felt responsibility for the work and knowledge of job results — also 
known as critical psychological states (see Figure 1.0 below).  
 
Figure 1.0:  Job Characteristics Model (Hackman & Oldham, 1980) 
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Experienced meaningfulness 
The first of the three critical psychological states is meaningfulness, the extent to which a job is 
considered important by employees.  Three distinct but interrelated constructs are held to be drivers 
of experienced meaningfulness—skill variety, task significance and task identity. Skill variety is the 
degree to which a job holder must carry out a variety of different activities and be required to use a 
range of skills and abilities in performing their job. Task identity is the degree to which a job 
requires completion of a whole, identifiable piece of work—that is, doing a job from beginning to 
end—with visible results attributable to the job holder’s performance. Task significance on the 
other hand is the perceived impact of the job on the lives or work of other people inside or outside 
the organisation. 
 
 
Managerial Users 
The task identity, task significance and skill variety outcomes for some users within the 
organisation may be entirely positive following an ERP implementation. The historical and cultural 
origins of an organization often result in a lack of precise understanding of existing business 
processes (Paper et al., 2003). The presence of embedded tacit knowledge, cultural norms and 
routine action may result in a procedural ‘black box’, whereby things get done but few are aware of 
the entire and precise nature of the business process. The introduction of ERP technology is often 
accompanied with a necessity to articulate, and in many cases redefine, the business rules and flow 
of information throughout an organisation ( Srivardhana & Pawlowski, 2007). This articulation of 
business processes has a number of task identity consequences for those benefiting from increased 
process transparency including: systematic mapping and clarification of critical business processes; 
more logical grouping of tasks within and across functions; and improved overall perspective of 
how each function interacts with each other as facilitated by ERP technology (Devadoss & Pan, 
2007). Importantly from a task identity standpoint all of these aspects allow users with managerial 
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or supervisory responsibilities to increase their understanding and control over organisational-wide 
aspects of their job.  
The informational and analytical opportunities afforded by ERP technology may also benefit 
those in managerial roles both from a skill variety and task significance perspective. A limited 
amount of research supports the notion that increased computerisation may result in increased levels 
of job satisfaction via increased levels of skill variety (e.g. Ghani and Al-Meer, 1989; Morris and 
Venkatesh, 2010). ERP activities such as generating new reports and accessing data from other 
functional areas may require a new set of skills to be developed; however, these skills would not be 
limited to simply performing system commands. Advocates of ERP imply an increase in skill 
variety by allowing managerial users to effectively process and utilise newly available data 
(Scapens & Jazayeri, 2003). The improved recall, access and management of data provided by ERP 
technology arguably provides more opportunity for cognitive growth for managerial users as they 
are more likely to need analytical and decision-making skills.  Changes in expectations concerning 
improved decision-making and the results of improved analysis may also result in increased task 
significance for managerial users.   As a result then this population of users are better able to make 
more meaningful contributions to the organisation and consequently, a greater sense of 
meaningfulness would result.   
 
Operational users 
Those responsible for operational activities however, such as data capture, entry and 
processing may experience the system in an entirely different manner. ERP’s reliance on sequential 
processing and process integration may conceivably result in decreased task identity for operational 
users – particularly where the intent of the ERP is standardisation and centralisation of data and 
processes.  Because ERP typically adopt a process view of organisations, less emphasis is placed on 
functional departments, groups or individuals (Davenport, 2000).  Conventional job design based 
around functional isolation is discouraged and perceived to contribute to resource and process 
  8 
inefficiency (Mitchell and Zmud, 1999; Mitev, 1996).  System designers’ tendency to place a higher 
premium on the work carried out by users as being a component within the broader process flow 
and the frequent coupling of process re-design with ERP implementations is widely acknowledged 
(Hall, 2002).  Consequently users may have difficulty separating their job tasks from others who 
also contribute to the process and result in an inability to assess the completeness of their own 
contribution.  Process flow changes resulting in ‘re-engineered’ job roles may also eave operational 
users unclear as to what constitutes a whole and identifiable piece of work, while automated system 
design elements may remove aspects of their jobs completely. Overall, therefore, operational users 
who interact with the system on a regular basis may perceive a decrease in the potential for task 
identity following ERP implementation.  Furthermore, given that ERP automates frequent, recurring 
business processes (Klaus et al., 2000) it is possible that routine, laborious job tasks (but still 
requiring a certain degree of knowledge and skill) are made obsolete.  Consequently, operational 
users may face the prospect of a redundant skill set and subsequent decrease in their skill variety 
following an ERP implementation particularly those configured around standardisation and 
centralisation aims.   
It is also possible however that the process orientation of ERP may have a slightly different 
effect for operational users when considering task significance.  Elements such as real-time 
processing and single-point data entry may impart to users a greater sense of involvement in the 
organisation and its operations. The knowledge that their component of the work process is vital to 
ensure effective transaction processing ‘down the line’ could lead to greater levels of task 
significance. In real terms, however, this positive element is likely to represent only a small 
component of an employee’s overall job role. Lengnick-Hall et al., note that ‘system design tends to 
restrict the value placed on individual differences, diverse behaviors and personal intellectual 
capital’ (Lengnick-Hall et al., 2004: 318)—all of which are likely to contribute to a reduced feeling 
of proficiency and capability for operational users. This appears to be especially true the more the 
original business processes differ from the intended inter-dependence driven by the ERP.  Gattiker 
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and Goodhue (2005) note that ERP success is more likely where inter-dependence is already high 
and differentiation is low within work groups prior to implementation.  Perceptions of reduced 
proficiency are also likely to be exacerbated by any reduction in skill quotient as discussed 
previously.  In short, the closer to the system an operational user is, and the more unique the 
incumbent's existing job tasks, the more likely they will be constrained by the level of system 
access, system requirements and training (Lengnick-Hall et al., 2004).  A likely consequence is a 
curtailing of one’s ability to exercise a unique contribution to any particular job role and therefore a 
reduction in the level of perceived task significance. 
Some would also suggest that ERP technology represents the opportunity to devolve decision-
making further down the hierarchical chain due to an increased availability of data and improved 
mechanisms for viewing, retrieval analysis and interpretation (Davenport, 2000).  Benders et al. 
(2009) present a detailed account of an ERP implementation, citing improvements in HR assistant’s 
decision making latitude.  Their study found that while job demands increased, the jobs became 
‘more complete and therefore more challenging than before’ (p650).  However their study also 
found that size acted as a moderating factor in the extent to which positive impacts on job tasks 
were realised.  In larger organisations routine, mundane data entry tasks were able to be distributed 
amongst a wider pool of employees.  In smaller contexts this was not possible and therefore reduced 
the opportunity for positive job enlargement opportunities. The potential of ERP to promote 
employee empowerment via devolved decision-making is also often mitigated by the tendency for 
systems to increase managerial control structures (Hall, 2002; Koch, 2001). This is further 
exacerbated if those responsible for re-configuring work processes operate within the pre-enterprise 
context and fail to move beyond the status-quo (Tansley et al., 2001). Adaption and deployment of 
ERP capabilities tend to reflect management’s desire to consolidate their position within the 
organisation using language such as “best practice” and “improved efficiencies” to gain support 
(Koch, 2001; Willis & Chiasson, 2007). Consequently, while an ERP is capable of devolving 
decision-making and encouraging greater participation for operational users (through increased task 
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identity, task significance and skill variety) few organisations capitalise on this opportunity.  
Instead, the more common scenario whereby ERPs are introduced with an aim to standardise and 
formalize process and data flows (Lowe and Locke, 2008) are more likely to result in meaningful 
outcomes more favourable to those responsible for its introduction, those in managerial roles.  
Autonomy and feedback 
The degree of freedom, independence and discretion in scheduling work that job roles provide is 
encompassed by the term autonomy.  With an ERP focused on decentralised such as those 
investigated by Koch & Buhl (2001) ERP characteristics such as greater access to information, 
improved opportunities to utilise and manage data, and the capacity to decentralise decision-making 
are likely to result in more autonomous working conditions for all users (Hall, 2002). However, as 
with task significance, much of an ERP system’s capacity to increase autonomy is dependent on the 
configuration and intent of the ERP as dictated by those responsible for its purchase (Boonstra and 
Groves, 2009). The improved capability of ERP technology to observe work procedure, along with 
the typically deterministic and mandatory nature of this technology is also likely to affect 
operational users’ autonomy. Whereas in the past operational users may have had discretion over 
how and when a task should be carried out and who they did or didn’t go through, system 
requirements now dictate process flows. Previous modes of operation may have allowed ‘bending 
the rules’ in order to achieve required performance levels, or to circumvent bureaucratic procedure 
to ensure customer satisfaction (Pollock and Cornford, 2004). Instead, the ‘panoptic’ characteristics 
of ERP allow management greater ability to verify procedural adherence, therefore reducing the 
ability of employees to engage in work-arounds, however legitimate (Sia et al., 2002). As such, 
where the intent of an ERP is to centralise and standardise employees may face new restrictions in 
their ability to schedule, delegate and reinterpret work, resulting in a decreased perception of 
autonomy.   
Finally, feedback concerns the degree to which carrying out job activities results in clear and 
direct information about the effectiveness of performance. Sia et al. (2002) outline three ERP 
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characteristics that may provide employees with greater job role feedback: comprehensive system 
tracking of data and procedures; greater accountability for process transactions; and an improved 
ability to manage aspects such as cost effectiveness, productivity and efficiency. These 
characteristics may result in greater visibility of user performance and fulfillment of job tasks to 
managerial users but offer little in the way of value to operational users. Further, early exploratory 
research also indicates that while ERP’s can provide feedback in the form of error detection and 
reporting, it may fail to constitute a significant improvement in the overall feedback mechanisms 
currently present within operational job roles (Grant and Uruthirapathy, 2002). Consistent with 
evidence relating to “meaningfulness” outlined earlier therefore, it does appear that in most cases 
operational users are likely to experience a reduction in autonomy and minimal improvements in 
feedback following the introduction of an ERP with a standardisation intent.  In contrast, the same 
ERP may offer increases in feedback and autonomy for managerial users resulting from improved 
visibility of organisational processes and its improved reporting and analysis capability. 
Summary 
The above review indicates a complex, dynamic relationship between job design, user job roles and 
ERP characteristics.  Consistent with Dery et al., (2006) and Benders et al. (2009) we indicate that it 
is likely that users will interpret and perceive the system differently depending on ERP type and job 
context.    Two primary propositions are drawn from the work reviewed above. 
Proposition 1: ERP systems implemented with the intent of standardizing and centralising 
data flows throughout an organisation are more likely to result in higher 
levels of job enrichment for managerial users and a reduction in job 
enrichment for operational users. 
Proposition 2:  ERP systems designed to de-centralize information resources and decision 
making capability are more likely to result in higher levels of job 
enrichment for both operational users and managerial users. 
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Research Design 
This study adopted an embedded longitudinal single case design to investigate job design issues 
during an ERP system implementation.  Embedded single case designs are appropriate when the 
phenomenon under investigation is difficult to separate from its context and there is an interest in 
examining the complex interrelationships between people, organisations and technology (Yin, 
2003).   
The case organisation was ERUDIO, a medium-sized provider of post-secondary education 
with over 200,000 international and domestic students enrolled annually. Due to historical, 
geographical and political reasons each of ERUDIO’s 15 campuses developed rules, operational 
procedures and work processes specific to their own needs and requirements. Consequently, 
campuses were seen to operate ‘largely as autonomous entities for some years’ (Organisational 
Assessment Report, 2002: 7).  The ERP system (BOB) design aligned with the description given by 
Rothenberger & Srite (2009) as a standardized package sold to education providers with very little 
customization undertaken to conform to the specifics of the organization - and as such was 
described internally as a “vanilla implementation”. BOB was seen as a driver for a number of 
changes aimed at achieving consistency between business units and establishing a single set of 
organisational protocols (Organisational Assessment Report, 2002: 3). Consequently the explicit 
intent of the system was to fundamentally drive consistency, centralization and standardisation of 
processes and data relating to student enrollments, invoicing, and other administration 
requirements.  Data were collected from the two largest campus locations chosen to pilot the BOB 
ERP system. 
Method 
Phase One involved the use of a self-administered questionnaire measuring perceived change in job 
design among a sample of system users (N = 145) with a total response rate of 20.7%. Time 1 data 
were collected via an on-line survey two months prior to BOB ‘going-live’.  Time 2 data were 
  13 
collected four months after go-live.  A demographic analysis confirmed the sample was consistent 
with the wider organisational profile in terms of gender, age and job grade. 
Measures:  Perceived changes in job design were measured using the revised Job Diagnostic 
Survey (JDS) (Boonzaier et al., 2001; Fried and Ferris, 1989).  Based on the JCM, a composite 
variable Motivating Potential Score (MPS) was used as an overall measure of job enrichment, 
calculated using the additive method of the five job components (Boonzaier et al., 2001).  The 
sample of users was split into three groups—those reporting an ‘increase’, ‘decrease’ or ‘no change’ 
in reported job enrichment.  A series of ANOVA’s were then run to examine whether change in 
enrichment levels could be attributed to demographic attributes.  Where a significant difference was 
reported, Tukey’s Honestly Significant Difference (HSD) was used to identify where the 
differences occurred.   
Phase Two involved semi-structured interviews conducted six months following BOB’s 
implementation.  The majority of interviewees were operational users required to use the system for 
a large component of their job role (n=14).  Operational users were chosen based on their job grade 
of AO2 and AO3, and their level of exposure to the system.  The AO2 classification is a lower 
administrative position with no management responsibility and typical of the “operational user” 
discussed earlier.  An AO2 would be primarily responsible for student administration, data entry, 
answering student enquiries and other service based roles.  An A03 would be likely to adopt some 
supervisory roles as well as other higher order system related administrative tasks. 
Five users with job roles consistent with a managerial or supervisory role orientation were 
also interviewed (n=5) and had appropriate exposure to BOB on a regular basis. Interview 
responses were coded into themes driven by the five elements of the JCM and perceptions of 
overall job enrichment.  Construct validity was ensured by supplementing both the survey and 
interview data with project documentation and researcher observations.  Interview and observation 
notes were subject to member checking by participants to ensure a faithful record of participant 
viewpoints and comments. 
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Results 
Phase 1 —perceived job characteristics over time 
Paired sample t-tests were used to compare perceived job characteristics pre- and post-
implementation.  Given the mixed nature of previous results in the literature, it is not surprising that 
we found no main effect significant differences in mean scores between any of the five job 
characteristics over time universally across the sample.  Descriptive statistics and correlations 
among study variables are reported in Table 1.  The analyses then moved to investigate whether any 
perceived change in job characteristics were associated with demographic factors such as System 
Usage, Job Grade, Tenure and Number of Subordinates.  
Table 1:  Means, Standard Deviations, Correlations and Reliabilities 
 
Table1: Cont. 
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No significant differences were identified between change in enrichment and the demographic 
variables of Job Grade, Tenure, Age and Number of Subordinates. However a significant difference 
was observed between users’ change in enrichment and System Usage (F(2, 111) = 2.68, p<.10).  
Unsurprisingly perhaps those users reporting no change in enrichment reported the lowest usage 
rates (M = 1.78) while those reporting an increase (M = 2.56) or decrease (M = 2.51) in enrichment 
reported similar usage rates, but at higher levels than those reporting no change.   
Further analysis identified users decreasing in enrichment over time reported significantly 
higher levels of enrichment (M = 27.73) at Time 1 than those reporting no change (M = 25.23) or 
those reporting an increase (M = 21.04).  Those reporting no change were also more likely to report 
higher levels of group tenure (M= 3.28) than those reporting an increase (M = 2.96) or decrease (M 
= 2.43) in enrichment.  Those reporting a change were not significantly different from each other in 
regard to group tenure.  These results suggest a move towards parity in enrichment levels among 
users.  Those reporting high levels of enrichment pre-implementation experienced a reduction in job 
enrichment levels following BOB’s introduction.  Conversely those with comparatively low levels 
of enrichment tended to experience an increase in enrichment post-implementation.   
Finally we attempted to identify the particulars of those categorised as high users increasing 
or decreasing in enrichment over time.  High users experiencing a decrease in enrichment at Time 2 
were more likely to be of a lower rank (F(1,82) = 3.23, p<.10) and appeared to have less 
subordinates (F(1, 88) = 3.69, p<.01) than high users increasing in enrichment.  Therefore 
consistent with Proposition 1 the data indicated that those with less formal power in the 
organisation tended to experience a decrease in job enrichment compared to those higher up the 
formal hierarchy, who tended to experience an increase in job enrichment post-implementation.  
This finding is summarised in Figure 2. below 
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Figure 2.0:  User characteristics, job design and ERP use 
Phase 2 —Post-hoc interview results 
Based on the survey results we interviewed a sample of users determined by level of formal 
authority in the organisation—in this instance labeled ‘management’ or ‘operational’ users to 
further investigate the relationship between system usage, job enrichment and perceptions of job 
change. 
Managerial users 
A number of positive job related outcomes consistent with the strategic aims of BOB 
(centralisation, consistency and standardisation) were reported by managerial users.  These included 
greater variety of available reports, better audit capability, clearer articulation of task allocations 
and user accountabilities, improved visibility of business processes, and improved error control due 
to the flow-on effects of incorrect procedure or poor data.  A number of unexpected outcomes were 
also reported with at least two managers complaining that while a significant number of reports 
were ‘theoretically’ available, retrieving them was another matter.  One manager remarked ‘we 
know there’s about 2000 available reports…but we’re just trying to find out what they all do and 
what they can give us’ (User #6).  Commonly cited problems with the reporting function included a 
lack of training in report content, retrieval and interpretation; the overwhelming number of reports 
requested by various parties; and in some instances concern regarding the accuracy of report 
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information.  Managers also gave examples of where unique, idiosyncratic business processes were 
unsupported by BOB resulting in lost revenue raising opportunities. 
Interestingly, one of BOB’s perceived strengths was also a source of angst to both 
management and operational users.  Most users agreed that the old system was far more ‘forgiving 
of errors’ and that the tendency of BOB to enforce sign-off protocols and authorisations had 
highlighted a ‘culture of laziness’ within management in relation to signing-off and checking work 
(user #4; 9).  Further investigation revealed that it was common for management to routinely 
delegate work to operational users that technically lay outside their job descriptions and 
occasionally, their authorisation level.  While this may have reflected good practice in terms of 
management delegation, employee motivation, operational efficiency and job enrichment outcomes  
BOB effectively curtailed this practice, providing additional constraints on managerial behaviour.  
Ironically, this outcome negatively impacted both operational and managerial users—operational 
users were no longer able to engage in higher level duties with managerial users being restricted in 
their ability to delegate to capable users.   
 There is also evidence to suggest that ERUDIO management did not have a clear picture of 
the job design related changes that were (or were not) about to occur.  As the following quotes 
indicate, official documents present conflicting messages and suggest a continuum of opinion on 
the degree of planned job change (emphasis added): 
 
Job change is not an intended outcome of the [BOB] project.’ (Organisational Assessment 
Report, 2002: 8) 
 
The introduction of [BOB] will encourage and/or require some level of standardisation of work 
practices within and across the groups. (Organisational Assessment Report, 2002: 7)  
 
Implementing [BOB] is more than just a technical solution.  It is about achieving business 
success by ensuring maximum alignment between the ERUDIO people, process, policy and the 
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system.  The implementation of [BOB] will drive a fundamental shift in the way the 
organisation manages student administration services and ERUDIO staff must be aligned 
with the new paradigm for maximum benefits to be achieved. (Change Management Strategy, 
2003: 11). 
Operational users 
Less work, less challenging, less responsibility and ‘no say’ in the work that is being done. 
(User #7) 
This statement was made by a disgruntled user who was particularly vocal in their 
condemnation of the system, feeling that the password access controls, the institution of ‘new roles’ 
and limited training had resulted in a de-enriched job.  Other users also made comments consistent 
with the perception that their job enrichment quotient had decreased, however on occasion others 
were entirely more positive.   
Skill variety 
Most users indicated that they had learned new skills following BOB’s introduction.  For example 
anecdotal evidence suggests that many users were unfamiliar with Graphic User Interface (GUI) 
based software and more familiar with DOS/menu based operating environments; several instances 
were recounted where trainers had to instruct users in basic navigation techniques before moving on 
to “actual” ERP training.  Others expressed some satisfaction with the new GUI screens, with one 
comment that ‘it was fun to train up new people’ (user #8). 
However a recurring theme among many participants was the restricted nature of the skills 
they acquired.  There was a general perception that BOB was more complex in its requirement for 
multiple sub-tasks to be completed in linear, sequential steps rather than the old system which was 
more of an ‘all-in-one procedure’ (user #7).  This was compounded by other system requirements 
such as an increased number of key strokes for comparable tasks, more data entry points, more 
transaction automation and an increased requirement for accuracy (user #6; 4).  At least three 
experienced users commented that task segregation appeared to be changing the career profile of 
  19 
ERUDIO employees from one of a multi-skilled generalist (e.g AO1, AO2) to specialist roles based 
around system requirements and password authorisations.  One ‘super-user’ and system trainer used 
the term ‘compartmentalised knowledge’ to describe the approach and noted that it was reinforced 
by a mentality of ‘you don’t get training unless you do that job’ (user #4).  Users voiced concerns 
regarding their ability to achieve promotion and development opportunities, as they were effectively 
digitally handcuffed to their role (user #4;11;14;19).  Evidence also suggests that users at other sites 
shared these concerns (user #14).   
Task identity 
I don’t believe that the [system implementers] took into account the importance placed on 
accountability and responsibility that people place on their job responsibilities…people get de-
motivated when they can’t see their job from point A to point Z. (Department Manager, user #2) 
 
 Almost universally users talked about the manner in which their job had narrowed and 
become restrictive in their required duties (user #2;4;7;9;11;12;14;17;19).  Experienced operational 
users used terms such as ‘segregation’ and a ‘culture of compartmentalisation’ to describe the way 
that user job functions were now organised.  One manager (user #2) stated emphatically that BOB 
‘roles’ were a mismatch with previous job descriptions and presented a list of BOB ‘role 
statements’ that ordinarily would be grouped into larger task descriptions.  She indicated that in 
several instances BOB mandated roles, often with varying permission levels, cut across previously 
established jobs.  The implication was that people (due to their current permission level) were 
unable to do the job they used to and now relied on others to carry out certain steps.  Similar 
examples were provided by users: 
 
You can’t finish a job in a complete process.  The system now requires the task to be completed 
in stages that frequently requires another part of the system to verify each stage or to provide a 
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required piece of information etc.  This can take three or four days to complete a task rather than 
all in one hit like I used to be able to do. (user #9)  
 
There were also indications that operational users were not fully aware of the upstream and 
downstream components of the altered business processes and lacked task identity.  Most indicated 
that the business process was stressed in the user training, but reported they were given limited 
exposure to their particular functions and little else, describing the training as ‘more of an 
overview’ (user #18).  Others indicated that much of the training lacked ‘real world application’; 
that it tended to be a ‘recipe for entering data’ without reference to problem solving strategies if 
things went wrong or users encountered a problem.  Another more experienced user expressed 
concern that people were overly focussed on the immediate outputs that were relevant to them, 
rather than developing an awareness of the complete process, both upstream and downstream.  
Evidence also suggested users were ‘rote learning’ aspects of their system activities without a true 
consideration of what the implications of various actions were (user #4). 
Task significance and autonomy 
Several operational users discussed aspects consistent with a perceived reduction in task 
significance—although the reasons behind the perceptions were not directly related to BOB’s 
functioning. Rather the ability of BOB to better enforce business rules and procedural requirements 
indirectly affected the degree to which individuals could allocate their own work tasks and 
workloads. It was noted that with the old system ‘people had free will to do what they wanted’ but 
with BOB people were highly constrained due to their system access and training.   
 
With the old system people were used to having carte-blanche, with [BOB] that doesn’t happen 
anymore, they’re blocked by their password access and what training they’ve had. (user #14) 
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ERUDIO users were informed of the shift towards ‘roles’ required by ‘system managed 
workflows’ (Organisational Assessment Report, 2002, 8).  It is possible that the heavy emphasis 
placed on the vital importance of process over function may have had the unintended effect of 
further alienating employees. Role ownership and job responsibility may have been subsumed by 
BOB and its ‘system managed workflows’.  This feeling of displacement may have been further 
compounded by a lack of ownership of BOB itself. A common frustration shared among the users 
interviewed was the feeling of a ‘loss of control over the work getting done’ (e.g. user #7; 9; 11).  In 
this case, BOB replaced a highly customised legacy system that had evolved over a decade in 
response to user needs.  While many experienced users recognised the dated nature of the legacy 
system, they also expressed an affinity with it and the benefits of being able to request 
enhancements at a localised level.  Ironically it was this attribute that led to a range of procedural 
inconsistencies across the organisation and the decision to adopt ERP technology. 
There is also evidence to suggest that changes in business process and structure also had a 
political impact on some operational users.  Several long-tenured users observed that ‘everyone is 
[now] on the same playing field’ (user #11) and that ‘with [the previous system] I knew where to 
go, I knew people to get help’ and ‘if you scratch my back I’ll scratch yours’, all my contacts are 
gone ‘cause it’s all different’ (user #7).  Users such as this one found their capacity to make a 
significant contribution and enact change within their work context (and by proxy their task 
significance) effectively neutralised with the introduction of BOB;  users who had built up a power 
base by virtue of their system access and proficiency found this arbitrarily removed.  This was 
compounded by the fact that it was no longer possible for management to outsource tasks under the 
more tightly regulated workflow system.  As a consequence their perceptions of reduced 
importance and influence in the organisation can be seen as a reduction in overall task significance. 
Discussion 
We argued that an ERP with a standardisation intent was likely to result in a reduction in job 
enrichment for operation users while resulting in an increase in job enrichment for managerial 
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users. Conversely we argued that an ERP with a decentralisation intent was likely to produce 
increases in job enrichment for both user profiles. Our case study results indicated that in the 
context of an ERP geared towards centralisation and standardisation the extent to which users 
perceived an increase or decrease in job enrichment was associated with aspects such as formal 
authority and the nature of their work role. Experienced operational employees proficient in the 
original legacy system perceived ERP system protocols to constrain their actions, limited training 
and increased dependence on others in the work-flow; this had the cumulative effect of reducing 
perceptions of influence and career advancement opportunities.  Conversely, managerial users 
reported a number of benefits relating to report availability, improved organisational transparency 
and increased overall job enrichment. In doing so we found support for our first proposition 
concerning the relationship between ERPs with a standardisation intent and positive job enrichment 
outcomes for managerial users and negative job related outcomes for operational users. 
Our results add to an emerging body of research suggesting that the enrichment capability of 
ERP technology is moderated by the intent and type of ERP being implemented (e.g. Benders et al., 
2006; Boonstra and Govers, 2009). Second, we argued and provided support for the idea that the 
inherent characteristics of a ERP driving centralisation and process consistency may actually 
represent the potential for de-enrichment for jobs lower in the organisational hierarchy, particularly 
those responsible for operational activities such as data capture, entry and processing.  Those 
responsible for operational matters were seen to be “digitally handcuffed”, a term we use to 
describe being constrained by password controls, data-entry protocols and process flow 
requirements (Hall, 2002; Tansley et al., 2001).  As such operational users were more likely to have 
a higher component of their role determined by system protocols or process flows, and 
consequently, were seen to experience a significant decrease in task identity, task significance and 
autonomy.  An operational user’s comparative lack of autonomy may also prevented them from 
realizing any benefits that may result from an increase in aspects such as skill variety (Dodd and 
  23 
Ganster, 1996).  This notion was supported by both the qualitative and quantitative data reported in 
this paper. 
Nested within the case were a number of unexpected work design related outcomes reported 
by the participants that are also worthy of further consideration. The most significant was the 
perceived impact that ERP-driven process flows and system mandated permission levels had on 
training opportunities and consequently, promotion opportunities.  For experienced operational 
users the system appeared to reflect notions consistent with competence destroying technologies 
(Tushman and Anderson, 1986; Wagner and Newell, 2004). Experienced high users had a strong 
affiliation to the existing legacy system, pre-ERP work-flows and pre-ERP work design.  Both 
management and senior operational users reflected on the ability to previously delegate work that 
was typically outside the scope of an individual’s role if they demonstrated an appropriate level of 
competence.  The introduction of process orientated work-flows and password controls were 
reported to limit the exercising of this delegation, simultaneously placing a greater burden on 
managerial and supervisory personnel as well as reducing the job enrichment quotient of those 
(informally) carrying out higher order functions.  The long standing nature of the previous legacy 
system may have allowed proficient users to increase meaningful aspects of their role over time.  
Their knowledge of the system and its relationship to work processes may have allowed them to 
establish a degree of influence outside the formal boundaries of their role.  Consequently any level 
of job enrichment associated with their legacy system proficiency evaporated with BOB’s 
introduction.  In contrast, junior less experienced ‘high’ users appeared to reflect on the system as a 
competence building technology (Burkhardt and Brass, 1990), apparently taking value from the 
ability to train others, to work with a contemporary piece of technology and seeing the introduction 
of the system as a clean slate—a level playing field to build a career without having to compete 
against more entrenched experienced users of the previous legacy system.   
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Conclusion 
Trainers and facilitators may consider educating users beyond ERP ‘mechanics’ (such as navigation 
and system protocols) and instead highlight for example how changes compare in terms of role 
significance, the value of additional ERP-related skills and the continuation of aspects such as 
autonomy within the work unit.  ERP and business process architects are also advised to adopt a 
longer-term perspective, taking measures to ensure process changes align with job enrichment 
principles.  Benders et al.’s (2006) work resonates with this finding, highlighting that with more 
thought and application ERPs can be designed to can have positive work design effects. 
One potential limitation of the study was its reliance on data collected during the ‘shakedown 
phase’ of an ERP implementation, a time when potentially an organisation is in a state of 
considerable flux. While this is acknowledged, work by Hakkinen and Himola (2008) has shown 
that fundamental changes such as those reported here are likely to remain in the future following an 
ERP implementation.  Nevertheless it is acknowledged that future research would benefit from 
longer timeframe being employed when measuring the job design effects of ERP.  Future research 
aiming to extend our work may also wish to examine further the relationship between strategic 
intent of the system’s introduction on users, particularly those with an enrichment intent such as 
those described by Koch and Buhl (2001).  The idea that users are not a homogenous group 
uniformly impacted by system characteristics is under-investigated (Amoako-Gyampah, 2004; 
Hakkinen & Himola, 2008).  Enterprise systems by their nature are both broad and deep in their 
ability to influence business outcomes.  By virtue then, an ERP system has the ability to impact a 
far wider group of individuals within the organization than technologies such as integrated 
manufacturing systems on production staff (e.g. Bayo-Moriones et al., 2010). ERP research 
ignoring the heterogeneous nature of ERP user groups with little consideration as to how the 
variable nature of their relative work environments may produce different outcomes post-ERP 
implementation may lack significant explanatory power (e.g. Morris and Venkatesh, 2010).  
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The pervasive nature of ERP systems demands an increased understanding of the relationship 
between this system type and work design.  This study provides evidence to suggest that ERP 
design can trigger vastly different user perceptions of work design outcomes.  Important to note is 
that at the time of interviewing, all users had transitioned through the initial ‘learning phase’ of new 
system adoption.  None of the users commented on issues surrounding the traditional ‘ease of use’ 
or ‘usefulness’ measures of user acceptance.  Instead they focused on the perceived limiting of 
training and promotion opportunities by the manner in which operational users were allocated and 
trained in specific, narrowly defined ERP-related job and task activities.  Accordingly our work is 
an important step forward in acknowledging that while on a superficial level, system characteristics 
may drive immediate attitudes, antecedents of user acceptance such as changes in job design may 
also have longer-term attitudinal and behavioural consequences.  Consequently we indicate an 
increasing need for user acceptance research to stretch beyond transitory, short-term outcomes such 
as perceived ease of use, perceived usefulness, training and computer efficacy, and instead pay 
greater attention to broader contextual factors such as job and work design implications of ERP 
technology.   
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